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NOPD Response
to the
Special Report of the Office of the Consent Decree Monitor
Reporting the Results of the Monitoring Team’s Audit
of the
NOPD District-Based Task Forces
June 19, 2020

INTRODUCTION

The New Orleans Police Department (WOPD) has made great stmides in
constitutional policing reforms since the issuance of the Consent Decree in 2012, NOPD has
emerged over the last several years as a model police department and has been recognized across
the country for its successful and immovative reforms. NOPD has presented at intermational
conferences to hundreds of departments on a vanety of landmark NOPD programs. NOPD has
published a peer-reviewed 20-page journal arficle on its innovative data-driven management
model. NOFPD created a first-in-the-nation police peer intervention model to prevent police
misconduct and hosted conferences to help over 30 departments across the nation leam about this
essential program. NOPD has provided fraining and giidance to the largest police agencies in the
nation, including departments from New Yok City, Chicago, San Francisco, Wewark, Puerto Rico
and Baltimore. Against all odds, NOPD is still emerging as a premier reform agency in the country
and remains commnutted to Constititional policing NOPD has demonstrated continmous
mmprovement in constitutional pelicing according to the Office of the Consent Decree Monitor
(OCDM) reports and the objective outcome measures of the Consent Decree.

STATEMENT OF FINDINGS

The NOPD concurs with the findings, conclusions and overall recommendations of the OCDM
Special Feport on the Results of the Andit of the NOPD District-Based Task Forces. The
Department is committed to remedying the problems noted mn the Feport and to that end,

I Shaun Ferguson suspended indefinitely all District Task Force Uit operations on
Monday, May 18, 2020, pending a final decision on the continmation of fiture District Task Force
Unit operations.

BRIEF BACKGROUND

Distniet Task Force Units have been a staple of the NOPD organizational stucture. The Units
were the principle mechanism District Captains used for proactive policing. Proactive policing is
defined simply as police work imtiated by law enforcement agencies or officers that is intended to
deter crime, reduoce disorder, reduce citizens' fear of crime, target street-level cnimes (principally
narcoties) or remedy other specific concerns in a specific geographic area.

Unlike the specialized Departmental Task Forces like Tactical Intelligence Gathering and

Enforcement Response (TIGER) in the Special Operations Division, whose focus is on patterns of
ammed robberies and shootings city-wide and who work directly with the mmvestigators of those
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cnmes, the Disirict Task Force Units were not operating under mamowly defined mission

statements or operational plans. They relied on more general “field intelligence™ from the platoons

or District Investigative Unit (DIUT) about enme 1ssues and “hot spots™ and were self-directed
Immediate Corrective Actions

Superimtendent Ferguson addressed all Distoct Captains, in person, by video and by email on
the general findings of the audit report and expressed his disappomtment m the natare of the
problems reported  He also addressed the potential negafive impact on NOPD’s relationship with
the commumity and the lack of supervision, management and accountability in the chain-of-
command. He stressed that gll levels of the chain-of-command shall be held accountable for the
failures of the members of their Units when those failures are caused or enabled by inadegquate
SUPETVISION.

The Supenntendent suspended all District Task Force Units and operations under any name
(Task Force, General Assignment Narcotics, Power Watch, etc) and reassipned the officers and
supervisors to Distnct Platoon shifts. Supervisors at every level were transferred. meluding the
Chief Deputy Supenintendent mn charge of Field Operations Bureau (FOB), Captams. Lieutenants
and sergeants m all Dismcts.

The newly assigned Deputy Chief of Field Operations. John Thomas was tasked by the
Superintendent to recommend whether Dhstrict Task Forces shall be kept and hew those Units wall
operate. At a minimum_ ff reauthorized they shall be well supervised be mission-specific, engage
n constitutional and bias-free policing. mamtain appropoate uniforms, utilize all requived safety
equipment and apply sound tactics.

Appointing John Thomas fo Lead a Thorough Review

The NOPD has separated all the recommendations in the OCDM Special Eeport into action
items. along with the recommendations. Each action item and recommendation is being targeted
for both supervisors and officers with a focus on constitutional policing, adherence to departmental
gudelines, bias-free policing and officer/public safety (tactics).

If Dhstrict Task Force Unit operations are to be resumed, all necessary protective measures will
be addressed and codified. incloding the following areas:
L  Supervisicn
In addifion to the “general” supervisory requirements for all Umit-level supervisors, the
additional requirements for Task Force Unit supervisors include the following:

A. Task Force supervisors shall make detailed comments on Unit lineups regarding:

1. assigned mission;
1. assignments of each member;
3. the use of unmarked cars (and why);
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4. amy deviation (reason and named individnal who authornized deviation) for changes to
regulation uniform gmidelines (e.g, Task Force officers m plamelothes need to have
specific permission from Superintendent or Deputy Chief of FOB, cannot expose
weapons to public, and cannot display umiform articles that identify them as NOFD
officers). The request shall be documented in an mteroffice memorandum for um form
deviation and/or Task Force personnel changes.

. Task Force supervisors shall entically evaluate the work reflected in the officers” Activity

Sheet for the following:

1. productivity relating to the mission assignment;

1. documentation (EFE. FIC);

3. required use of Body-Wom Cameras (BWC) and In-Car Cameras (ICC) on events;

4. “padding” of activity (excessive mumber of units on scenes that are not actively
assisting;

5. chumping (ie, unts following each other around and unnecessanly participating on

sAmE events);

significant blocks of time with no particulanzed, documented activity;

7. all working fimes of individual officers outside of the pre-determined, schednled
working day shall have a notation as to the name of the supervisor who approved and
why.

. Task Force supervisors shall review BWC and related ICC footage of officers” activity for
the same reasons as District platoon supervisors but with a focus on mission-specific
activity and tacties. These reviews shall be daily and randomly selected In addifion
supervisors shall review all Use of Force and arrests video recordings.

=

. Task Force supervisors shall actively monitor the radio channels used by their officers and
make scenes regardless of whether a request to make a scene 15 made by a citizen or
otherwise. The NOPD recognizes that the key to close and effective supervision is engaged

. Activity reporting of the Task Force members (and the Unit) shall specifically note those
activities and events that are “mission-specific™. Activity not noted is considered unrelated
or outside of the mission.

The District Investigative Unit (DIU) Commander shall review, date and initial the Task Force
supervisor's Activity Sheets and Unit Lineups on a weekly basis to ensure supervision is taking
place.
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District Captains shall review, date and inifial the Task Force supenisor’s Activity Sheets and
Unit T meups on a bi-weekly basis after they have been reviewed by the DIU Commander. to
ensure that supervision is taking place. Any deficiencies or training issues shall be discussed
with DIU Commander and the Captain shall be responsible for commective actions. Any patterns
of deficiency shall be comected with disciplinary actions.

Accountability

The proposed changes outlined herein will not succeed without cngoing management and
supervision at all levels. Chapter 11 0.1 —Duties and Responsibilities of District Commanders
outlines the accountability of the Captains for Task Force operations. New protocols are being
developed that will outline direct involvement of the District Captains and District Lieutenants
i the daily work of their Task Forces, mcluding mission development. planning, execution,
briefing and de-briefing of operations at every deployment.

The level of direct supervision and management cutlined herein will use the Supervisor
Feedback Log (SFL) which iz an existing database of supervisor notations of officers’ positive
and negative performance and comrective measures taken. This 1s in addition to the audit and
reviews conducted by Professional Standards and Accountability Bureau (PSAB). Both will
ensure that all policies and directives and effective supenvision reviews are consistent for all
noted deficiencies. This will provide direct feedback and mformation to the Distnct Captains,
Lieutenants and Sergeants that will allow them to monitor officer and supervisor performance
and assist in mantaining accountability.

Task Force supervisors will be held accountable for the failures of the members of their Units
when those failures are cansed or enabled by inadequate supervision. Feewming, egregious.
willful or neghgent performance of duties will resolt in the removal of the responsible
supervisor(s) at the appropriate level(s).

Mission
Task Force Umnits, if resumed  shall operate under the following smdelines:

A. Task Force Units shall use evidence-based policing prnciples.

B. Missions shall be of fixed duration. not to exceed two weeks, but may be extended by the
District Captain after update boefings by the DIU Commander.

C. The DIU Commander shall identify a specific cnme problem location(s) and times of
probable occurrence and brief the Task Foree supervisor (DIU briefing sheet).



D. The Task Force supervisor will then develop the specific working assignments, days and
times for the assizned Task Force Uit members (added to bnefing sheet).

E. The DIU Commander shall be updated by the Task Force supervisor and the assigned
DIU mvestigator at least weekly, for the duration of the mission.

F. The DIU Commander shall identify and assign the DIU investigator working the related
cases involved in the 1dentified “crime problem™ and assign that investigator to work with
the Task Force supervisor and keep him/her updated on related investigations

Addienal Corrective Achians

The Supenntendent has determuned that no cument members of any Diastnict Task Force,
supervisors of officars. will be automatically retamed. If the Dhstrict Task Forces are to be
reauthonzed the new Enowledge Skills and Ahilifies (KSA) framework, developed by the
Depm‘hmﬂsWurkmgerpaudefesmuﬂ Standardsandﬂmmmbﬂltyﬂurmu{PSAB}
will be promulgated, and anyone wishing to be considered will have to apply and be vetted through
the new selection process.

Task Force supervisors, District Lieutenants and Captains will be held accountable for the
failures of the members of therr Units when those failures are caused or enabled by madequate
supervision. Fecumng, egregious, willful or negligent performance of duties will result in the
removal of the responsible supervisor(s) at the appropriate level(s).

Furthermore, Deputy Chief John Thomas will make the determination of whether to rename
the Task Force if the decision i1s made to remstate the Unit Any potential name change would
better comport with their duties and reflect community perception. The NOPD understands that
name represents character and identity. Therefore, Deputy Thomas will engage in careful
consideration regarding whether the Unit is reinstated, and if so, will work to ensure that the name
is consistent with assigned duties and representative of a commumity-oriented approach.

L  Policies

All existing departmental regulations, policies. Field Operations Burean (FOB) directives and
Standard Operating Procedures (S0P°s) relating to Task Force operations and supervision are
under review by WOFPD to identify any perceived gaps or changes needed to address the
concerns of the OCDM Team report. and measures are being taken to address those concems.
Once completed all will be submitted to the Department of Justce and OCDM for review
prior to bemng implemented. Specific Chapters. such as Chapter 423 — Task Forces and
Chapter 432 — Covert Surveillance, were rewnitten, and the drafts are currently m the NOPD
review process. In addition, Field Operations Bureau, Public Inteprity Bureau and Professional
Standards and Accountability Bureau are developing methods to assess and monitor other
specialized umits, sch as the Tactical Intelligence Gathering and Enforcement Response Umt.
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A. Enhance Task Force (Specialty Group) Supervisor Training

The new tramming for Task Force sopervisors and officers is under development with
OCDM and its module for supervisors and officers. This new Task Force Specialty Group
training 15 being developed as part of the Supenntendent’s vision to identify concrete,
practical, and effective solutions that would resolve known supervisor management gaps.
enhance constitutional policing and procedoral justice, train the Task Force (Specialty
Group} with national best practices, and help NOFD achieve the requirements of the
Consent Decree regarding close and effective supervision. The Supervision Initiative that
was developed with OCDM consists of eight other sections: (1) Supervisor Selection, (2}
Supervisor Training, (3) Evaluation of Supervisors, (4) Commumication, (3)
Accountability, (6) INSIGHT (Early Waming System), (7) Burden Feduction, and (8) a
Virtual Distnict The mitiative 15 directed by a select group of Captans and his or her
working groups of Sergeants and Lientenants, each of whom have set timelines for
completion of projects, as well as mulestones; and are collaborating with OCDM for
technical assistance.

As mdicated the traming will consist of Constitntional Policing, which is the foundation
for comnmmity trzst and is based upon policing that upholds the citizens’ civil rights. In
addition, Bias-Free Policing will be taught as well. This is a critical comerstone for
upholding ethics in law enforcement. and it srengthens public confidence m how police
provide services in a nondiscriminatory, fair and equitable manner. Ethical Policing 1s
Courageous (EPIC) 1s also part of the curmiculum.  This course was developed by NOPD
as 3 peer-intervention program designed to protect officers’ careers, safety, and wellbeing.
The program empowers officers to intervene to protect their colleagnes and the community.
It serves as a prevention to misconduct and avoiding mistakes. NOPD officers collaborated
with experts mn the fields of peer intervention and active bystandership to create the EPIC
program. EPIC also teaches proven methods. rooted in social and behavioral science, to
mtervene effectively when an officer spots a coworker exhibiting troubling behavier. In
addition. EPIC 1s not a standalone program: it is integrated into policies, practices, training.
and accountability measures.

In addition, Safe Tacties will be covered, and supervisors will be trained to conduct Roll
Calls, administrative respensibilities and Major Scene/Cntical Incident Management This
trainmg will be held quarterly at the traiming acadenvy and upon the Superintendent’s
approval, can begin within 30 to 60 days.

The review of the Knowledge, Skills and Abilities (KSA) transfer selection criteria for
Task Force supervisors has been inderway for some time and is near completion with input
from the Supervision Initiative Captains group. The selection process will involve a greater
overall consideration of the applicant’s knowledge, skills and abilities. Several areas will
be assessed. such as Performance Evaluations, Public Integrity Bureaw, as well as the
mndividual’s demonstrated commitment to the Department’s reforms under the Consent
Decree. INSIGHT (Early Waming System) will be utilized also for any history of negative
patterns in performance or behavior. This too is part of the several areas within the
Superntendent’s Supervision Initiative.
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These documents are being reviewed by the NOPD Deputy Chiefs with the goal of
developing a framework to address all the issues and concems presented before amy District
Task Foree operations may be reinstated

This approach includes plans to:
*  Address the critical issues with the Task Force;

= Focus on commumity perception of this unit and the lack of effective management
of the officers above the grade of sergeant;

= Improve how the Task Force Units and officers are perceived both mternally and
externally.

The new Task Force traming for supervisors and officers will be submitted to the
Memitoring Team and the Department of Justice for review and approval. This along with
the standardized documentation requirements about mission deployments, uniforms
Body-Wom Camera (BWC), In-Car Camera (ICC), close and effective supervision
mudelines will provide the framework for the PSAB Innovation Managers.

. Expand Use of PSAB Andit Unit

The Aundit Unit, which is comprised of five civilians, was created to facilitate data-dnven
management and present the Department with scorecards that access progress over time
with regard to components of the Consent Decree. Examples are the Use of Force,
Procedural Justice, Bias-Free Policing, and Body Wom Camera (BWC) components,
which encompass many other audits. The umit will develop the scope and review
methodology for firture, monthly audits of all Task Force activities and practices to ensure
ongoing compliance with the measures from the OCDM Team Report and the NOPD
BResponse. At present, the PSAB has outlined the following Audit Plan for Task Force
Units, if reauthonzed upon review and recommendstion from the Deputy Chief

Superintendent of Field Operations:
1. Stop, Search & Arrest Audit of Task Force Incidents

This audit evaluates procedural justice, the constitutionality of officer actions, the
accuracy and specificity of reports. and professionalism  Within the andit if a final
judicial mling at any criminal proceeding has deternuned through a Motion to Suppress
or similar filing that the evidence, statement or confession was excluded or suppressed
on the grounds of a constitutional violation by an NOPD member, the District
Attorney’s Office (DA) notifies NOPD, Professional Standards Sections (PS5) along
with the district Captains. The Motion to Suppress is documented m INSIGHT, the
Early Waming System If an INSIGHT threshold 1s met. it shall be assigned to the
approprate supervisor for follow-up m INSIGHT to take corrective actions and will
become a part of the members” Performance Evaluations. If PSS determines that this
15 4 training issue or Oses to the level of misconduct, it shall be distnbuted the Public
Integrity Burean for comective action and/or the Education and Trainmg Division for
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In-Service and Fecruit training. The sampling, forms. and protocol for this andit have
already been meticulously designed by NOFD, OCDM and DO

Continuity and Comparison Andit

This audit will ensure umit and officer documentation is complete by comparing
Computer-Aided Dispateh (CAD) Umit History to Activity Sheets and BWC videos to
Daily Lineups. Auditors will review all CAD activity for the unit numbers of a given
Task Force Unat. Auditors will venfy that the unit numbers active n CAD are all listed
as working on the daily lineup. They will then check each working unit number’'s unit
history to verify it matches the umit’s Activity Sheet. They will note amy missing events
Of gaps m activity or time allotments that do not match the activity (2.g., loggmg one
hour to conduct an 18-vehicle check or reporting trip sheet times that are significantly
longer than BWC recording times). They will also check to ensure that video exists for
each required “Necessary Action Taken™ (NAT} or “Report to Follow™ (RTF) item
listed in CAD for the shift.

Communication Safety Aundit

This audit 1s meant to ensure officer safety and fo incentivize officers documenting all
law enforcement activity m which they engage. Auditors will randomly sample BWC
videos of Task Force Unit members. Auditors will determine if the Task Force officers
commmmicate with dispatch prior to imitiating the law enforcement action. When
exigent circumstances exist which may delay commmumnication, they will look for the
Task Foree officers to communicate with dispateh as soon as reasonably possible.

Unnecessary Back-Up Audit

The PSAB Performance Standards Section (PS5) will review incidents/events for
which Task Force umits self-assigned or listed in CAD as on-scene but are not the
primary umit (per CAD). Amditors will review BWC and ICC wideo to determine
whether the Task Force units were needed on the scene.

Tactical Review Audit

P55 will review BWC and ICC wdeo for incidents marked NAT or RTF for proper
tactics (based on Education and Training Division tactics traming).

Uniform Andit

While doing the Unnecessary Back-Up and Tactical Review Audits. PS5 will venify
that the Task Force officers are properly uniformed PS5 will assess if proper

authorization was noted on the Unit Linenp authonzing special clothing for the defined
DHISSION.
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C. Expand Tracking and Review

The process developed for tracking and reviewing the District Attorney’s Office (DA)
case-screeming refusals, discussed in the expansion of the audit unit section, above, has
been augmented. WOFD will use suppression information from the DA or the Courts to
help evaluate the constitutionality of Stops, Searches and Armests. This is to ensure timely
review and mput by the PS5 to determine when issues negatively affecting case acceptance
and prosecution are for “officer reasons.”™

D. Beview and Enhance Policies

The proposed changes will not succeed without proper, ongoing management and
supervision at all levels. Chapter 11.0.1 — Duties and Responsibiliies of District

Commanders cutlines the accountabality of the Captams for Task Force operations. New
protocols are being developed that will cutline direct mvolvement of the District Captams
and Dhstrict Lieutenants in the daily work of their respective Task Forces. This will melude
nussion development, planming, execution, briefing and de-briefing of operations at every

deployment. This level of direct supervision and management, along with the andit and
reviews conducted by PSAB. will ensure that all policies and directives related to

timeliness and accuracy are completed In addition, this will ensure the required
documentation and reports, the appropriate and effective supervisory review of those
documents and reports; and consistent comective action for deficiencies is achieved and
maintained Task Force supervisors, Lientenants and Captains will be held accountable for
the failures of the members of their Umits when those failures are caused or enabled by

madequate supervision.
E. Review and Enhance Field Operations Burean (FOB) Directives

NOPD will review all FOB directives relating to Task Force operations if the Units will be
reauthorized. This review will include, among other things, directives relating to the
standardization of structure of all District Task Force Units, both organizationally and
administratively.

Field Operations Burean (FOB) will maintain responsibility for the type, degree and level
of comective actions for any deficiencies discovered either intemally or by PSAB during
andits and reviews. FOB will also be responsible for all action items noted herein and by
the OCDM Team Feport directly dealing with Task Force operations, direct supervision,
Unit management and chain-of-command responsibility. At this time, the Chief of Field
Operations 15 determining, if reauthorized, whether future Task Force members shall wear
Class A & B uniforms or be allowed to wear the Tactical Duty Uniform (TDU). Guidelines
and requirements for the wearing of TDU"s will be outlined in either Chapter 42 3 — Task
Forces or in an FOB policy directive.

Make Better Use af INSIGHT and Supervisor Feedback Log
The City of New Orleans and the NOPD are stll recovermg from the cyberattack which
occurred in December 2019, Though NOPD has many of the capabilities back for normal day-to-
day fimetions, NOPD 15 still not completely reintegrated with all of its previous accountability and
0.






<C



*2; 2+ 2%% %

789+ 7"48 9
*92'+ 9 (-
*9 +9 %%

9 +9 %%
"H2 "5 4%

*9&+916
*99+93!
*9;9+9 > %,

4o (1

*A& 9+ A
*AB+A 148

% )# & (

* —~



*07+0" 17- -6 3%
0 +0 3%
07+0 1" ( %7- -

040" 66
* 29&+ 129%6% 69 6% 6&!
*9+ 9 9

*9+ 49 166 %

s+ (" &I

K241 $I" /I "2 4
*DA&+D "A 1% & 6 4
*DI7N+D% 14 7%5-1 %
*&+ % 1 (% &% !4 3
* oo+ "- 6;"0/0 "

MO H TH % 2%%
HO0@9+#$ | %0 14@% 9
HE+HS | %&! (
H&O2+# 1&! 9 2%%
*9'+ 66 69 %

*1+ 66 6 %( 1 !

*& + | %& %  66.% 66

*& T+ & | 47- -
& +&! 66 " "% 9-%!
*&%AN+ &%4 | | % 4AN-%

*ND+N-146D6 G66 %H
*0&+ =-% 6 & (%!

4

n N_



*2+ 5-12%% -!

*2 4+ 5-129%% -1 9%( %

(1 %'3%

*9+ -34 % 9

*H+ - 3% 46#F ! %

*F+ ( IF %

*#+, 3% 46#3 ! %

2+, " %2 4% 66 6 A% "%
*F28+F ! 2 % 8

6#% ! %



